Introduction
The competence and effectiveness of library leadership, particularly in Africa, have been in the spotlight for a number of years. Several reasons ranging from personal competence to environmental factors have been mooted as to why library leaders are not as effective as they should be.
A grant from the Carnegie Corporation of New York was made available to the Department of Library Services (UPLS) at the University of Pretoria to establish the Centre for African Library Leadership (CALL) at the UPLS and design a Library Leadership programme (Carnegie Library Leadership Academy, CLLA) aimed at addressing some of the prevalent issues http://www.library.up.ac.za/ carnegie/carnegie.htm). The CLLA programme (presented at what became known as 'Academies') is designed to give librarians the opportunity to meet colleagues as well as senior professionals from different backgrounds, provinces and institutions and so initiate a paradigm shift for leading the profession. The programme covered theoretical as well as practical aspects, including organisational leadership and behaviour; innovation and change management; leadership descriptor tools (such as the Campbell Leadership Descriptor and the Herrmann Brain Dominance Instrument ® (HBDI ® ); multiculturalism and diversity in the workplace; organisational ethics; knowledge management; effective communication; advocacy; branding and marketing, and Web 2.0 and mobile technologies. The programme was contextualised through lectures about the position of libraries on the national and international agendas, as well as through lectures about next-generation librarians. Two assignments formed part of the formative evaluation, while students also had to do a formal research assignment under the supervision of a mentor (senior staff members from library and information science departments at three South and the last in April 2012. A total of 120 participants attended the six Academies over the three-year period.
r e s e a r c h
Although there exists a considerable body of research literature on traits and competencies of library leaders (as well as external factors competencies, thinking preferences and leadership requirements of library leaders in the digital age.
The purpose of our research is to report on the thinking preferences of future library leaders in South Africa (as evidenced by the six and to leadership positions. Our ultimate aim is to propose innovative options for consideration in designing a leadership training programme, and hence to build on much needed competencies suitable for the digital age.
In order to make the link between thinking preferences and thinking requirements of leadership positions we reconceptualise the Leadership Pipeline of Drotter (2003) through the lens of the Whole Brain ® inappropriate thinking at a leadership level could clog the pipeline and derail future library leaders from doing what is appropriate at each level of the Leadership Pipeline. The authors will show how the focus at each level of the pipeline needs to shift between the quadrants of the Whole Brain ® Model to successfully traverse the pipeline and move from being specialists to becoming leaders in the 21st century.
Research Questions
The following research questions will be addressed:
What are the thinking preferences of the future library leaders in South Africa?
What are the thinking requirements of the various leadership positions?
How can we link thinking preferences and thinking requirements to leadership traits?
What innovative options can be built into a Library leadership development programme to develop thinking requirements for the digital age?
3. Literature Review
Library Leadership Competencies
Management is about organising the functions that need to be done, while leadership is about empowering, inspiring and mentoring. It is leadership that determines whether philosophy and vision are articulated and to what extent they are implemented.
r e s e a r c h competency models and on the basis of this investigation and empirical research compiled a list of core competencies for library leaders. They went along with the views of Kurz and Bartram (2002) also reported that although research exists on the competencies needed by practitioners in various areas of librarianship, very little literature is found on addressing these competencies. They (Ammons-"leadership, planning, abilities, skills, individual traits, and areas of knowledge" based on the article by Hernon, Powell and Young (2001) . These attributes are all in alignment with leadership research for other professions. In a second article, Hernon, Powell and Young (2002) grouped under three major headings:
Managerial attributes, which include managing, leading and planning;
Personal characteristics, which include dealing with others, general individual traits and individual traits pertaining to leadership;
General areas of knowledge.
In expanding on their research, Hernon, Powell and Young (2003) provided a comprehensive assessment of effective leadership identifying traits needed by the next generation of academic mention that individual chapters in Hernon and Rossiter (2007) discuss competencies applicable to library leadership as including interpersonal and communications skills, the ability to evaluate data
In another comprehensive study on the components of emotional on leadership traits. The tabulated and categorised traits reported by the analyses (the Hernon and Rossiter publication was 'in press' at counted each time it was referred to as a desirable trait in a library self-awareness, self-regulation, motivation, empathy and social skill.
challenge is to become skilled in the 'art of seeing' and in the 'art of reading' the future of libraries. Dreams, ideas, and even metaphors may be helpful in developing the mental model of the 21st century important aspects for the digital age because we are able to 'see' and 'read' the future demands of where libraries are going. With this knowledge we can then proactively implement innovative technology r e s e a r c h options for the digital age. Another 'vision-related' trait that was very highly rated was the ability to articulate direction for the library (Hopper The second most valued trait was the ability to motivate people (also in the category Motivation). To inspire people to a shared vision is a conscious decision of people in leadership positions. Natural leaders that inspire others create followers and ensure that the company/ institution moves to the future.
Both studies are in agreement that a highly valued trait (and the most "Clearly what is before us is the realisation that we must know and learn as much as we can about the present and future technologies so as to participate in a meaningful way in the necessary decision-making regarding our libraries and the services they provide." Riggs (2001: 10) puts it in another way:
"Managing change is not good enough. We must anticipate, plan, and lead change. With the impact of the evolving library technology, some librarians who have been successful in the past may not be successful in the future if they continue doing things they have been doing in the past. They will have to talk with different people, listen to different people, and in a sense they will have to unlearn those activities that brought them success in the past."
The ability to be visionary, to embrace change and to anticipate future information technologies, thereby providing strategic direction for their libraries and the ability to motivate their colleagues to share the vision will empower library leaders for the digital demands of the 21st century. A preference for the A-quadrant (upper left mode) indicates that a person favours activities that involve logical, rational, analytical are focused on the task at hand. They typically incline toward the information side of the job. They are content to work on problems and their focus and energy are directed at solving the problem based on facts. They prefer to work with sophisticated technology and apply it in the workplace to be more effective. On the other hand, they have a lower preference for vague, imprecise concepts or ideas, a lack of logic and expressing emotions, and when they interact with others, facts and debates around best equipment, methodology and products than with people. Figure 2 is a typical example of A-quadrant thinking preference.
The B-quadrant thinking preferences (left lower mode) typically exhibit a highly traditional and conservative approach. Such individuals feel comfortable in an environment that is predictable, stable and safe; therefore they tend to resist change. Accountability is important and they want to follow set guidelines, look at detail, stick to strict plans and rules. Individuals with a B-quadrant preference favour organised, sequentially planned and detailed information and they have a low Figure 3 is an example of B-quadrant thinking preference.
The C-quadrant thinking preferences (the lower right mode) feel comfortable with face-to-face engagement in solving problems. Interpersonal information and employees' relationship with the organisation are important to them. They feel strongly about employee development, on-site training, and taking into account the safety of the workers at all times. They are people-focused individuals. A high priority is placed on effective employee communication. These individuals may have a low preference for too much data and analysis, B-quadrant thinking preference r e s e a r c h D-quadrant thinking (the upper right mode) is often described as the style of the entrepreneur. These individuals favour holistic, conceptual, imaginative and integrative mental processes. Managers with this type of thinking preference often display independence and therefore and thrive under a system of trust to deliver the work on time. They are individuals who are often described as adventurous, taking risks and visionary thinkers. With their ability to think strategically, they are able to think far into the future. They have a low preference for overtly strict an equal distribution of preferences of individuals across the four quadrants. Furthermore, both left and right and upper and lower modes contribute to everything, but they contribute to a different degree. Although each quadrant is different, they are all equal in importance. In fact, no person is linked to a single perspective -we are indeed hard-wired to be whole, based on the principle that we all have a whole brain.
Drotter's Leadership Pipeline Model
that were responsible for getting them promoted. They often cling to thinking, behaviours, attitudes and skills that made them successful in the past. Drotter argues that managers accept a promotion to a higher level in an organisation without accepting the thinking requirements, behaviour, attitudes and skills of the new position. Leaders are not even made aware of the fact that their thinking skills could be inappropriate.
Drotter's concept of a Leadership Pipeline comprises a basic level of ability and self-knowledge (managing self) that is followed by six higher levels of leadership functions. Each level requires new responsibilities, competencies and thinking requirements. The focus of the Leadership Pipeline model is to grow leadership talent within an organisation. When organisations want to develop a leader's talent, the individual much too often gets promoted based only his/her high technical ability.
Organisations need to also ask the question whether the promoted manager can adapt to the thinking processes required by the level concerned. If the answer is no, it implies that the individual cannot or Success in managing oneself constitutes the basis for moving on to the next level, to manage managers. New insights and new skills need to be developed before one can become successful at each of the next levels. The thinking requirements of each level will be described next.
The Leadership Pipeline Model: Managing Self
Young professionals start their careers with an organisation or institution as individuals who contribute their skills and knowledge. The primary goal is to deliver technical or professional skills aimed at getting the job done. Contribution on this level is when the individual adopts a professional standard, meets or exceeds the objectives set, and produces excellent results within the given time frames.
On this level, movement to the next level can be achieved by mastering the art of motivating and managing oneself. Selfmanagement implies moving from being someone who is told what to do, to becoming a self-motivated individual who engages with his/her sharpening individual skills and collaborating with others. If this is done well, individuals become promotable.
The Leadership Pipeline Model: Managing Others
Newly promoted managers often accept their new role without also accepting the thinking requirements of the position. Most of the time individuals want to keep doing activities that made them successful in They often keep competing, completing the work assigned to others and getting frustrated by how others then approach the job. The requirements of the position are, however, to let go of some of their technical expertise and get the job done through others.
to speak. Subordinates need to complete their tasks on their own. The The management levels of Drotter's (2003) Leadership Pipeline model r e s e a r c h problem, however, occurs when the newly appointed manager has to give up tasks and responsibilities that he/she prefers to do -tasks
The main focus of the new manager should be on effective communication to facilitate open dialogue, i.e. communicating clear expectations to direct subordinates; assisting them in planning and organising the workload; delegating tasks to others. This will require enabling direct subordinates to do the work; setting goals for others to achieve; monitoring and measuring outputs; coaching for performance; providing feedback on performance and gaps in the performance; solving problems; motivating staff through engagement; providing support and building trusting relationships.
The Leadership Pipeline Model: Managing Managers
the manager who operates at this level.
The biggest challenge during this phase is management itself. Individual contribution was part of the management function when these individuals managed others and yet an emphasis on individual contribution no longer adds value at this function level (Charan et al. they need to concern themselves with tactical and strategic issues that will support the overall business.
The manager who manages other managers has to think more broadly than just the individual silos. He/she needs to integrate the work in a more holistic manner, think of how to achieve best practices managers and through their teams. The manager should not personally suggest all the solutions, as this might dis-empower managers and people further down the pipeline. Instead, he/she needs to coach potential leaders from lower levels of the leadership pipeline and assign managerial tasks to them. They should be monitored and development of leadership in the organisation. In addition, they need to begin engaging with other stakeholders and work contextually. As such, they need to ensure operational effectiveness in implementing the business strategy. r e s e a r c h contribution to functional work (and they still value individual contributions more), they help maintain the wrong values in those that this is often the case where the managers of managers skip thinking transitions required for the previous levels. They now clog the for technical rather than managerial work. All start functioning at a level below their appointment, because they themselves skipped that phase and they still value individual contributions above managerial ones.
well" in this way because they instil the wrong values in those individuals who report to them. They choose high technical achievers because they are unable to differentiate between those who can do and those who can lead. Through their own action, they then become obstacles within the leadership pipeline model -no matter how brilliant.
The manager, who can make this thinking shift, can easily identify the people, but wants to remain a specialist. The manager should create a growth path for such individuals within the organisation. If not, the organisation stands the chance of losing talented people, as not all people want to or have the natural ability to effectively lead other people.
The Leadership Pipeline Model: Managing the Function
transition from managing managers to managing the function is tougher than it seems. They admit that it requires increased leadership maturity to be successful, because it is a big promotion.
"Functional managers must learn to value, develop necessary skills and spend time on functional strategy and managing the whole function" (Charan et al. 2001: 70) .
Usually the mature leader has developed thinking skills such as empathy, listening, judgement and eliciting information from all avenues. It is now time to let go of the old silo behaviours and thinking, and to embrace the integrated thinking of the total business philosophy Communication becomes a more complex process. Communication with individual contributors needs to penetrate at least two layers of r e s e a r c h management -this means the leader will need to have or develop communication skills that represent all four quadrants of the Whole Brain ® Model (see Figure 1 ). Communication takes place in multiple layers that extend geographically and often horizontally and vertically. The shift in communication skills should be away from talking to active listening.
Another challenge involves being able to manage areas that are outside of your own expertise; hence, understanding jobs of other functions within the business is essential. Reporting takes place to multifunctional general managers and they have to become knowledgeable about and skilful at taking other functional concerns and needs into consideration during the problem-solving and decisionmaking processes. They need to be able to focus on both short-and long-term strategy, and to integrate different functions within the overall business goals. They have to be futuristic and systemic thinkers who can create a functional strategy that enables the company to do better than the competition. They have to think about innovative products, or how to reach more customers in the future and sustain a competitive advantage.
The Leadership Pipeline Model: Managing the Business
The biggest challenge in shifting the thinking of managers on all the levels of the Leadership Pipeline lies here, and it should not be underestimated. It involves letting go of the functional mind set. To quote Charan et al. (2001) : "It's not simply a question of learning new skills or reallocating one's time. Business managers actually have to change the way they think." Given the complexity of thinking preferences required at this level, a shift from appropriately valuing one's own function to appropriately valuing all functions becomes critical. The individual needs to integrate functional networking by building business strategy and focusing on what can be done and how to get it done. The business manager has to operate conceptually and at the same time make connections for the short and long term.
Working cross-functionally requires from managers to look at the -from a technical, professional and physical perspective. Managers cannot become more strategic and cross-functional in their thinking overnight. These skills need to be developed over a period of time: the growing of talent needs to take place progressively at lower levels, using intensive coaching.
r e s e a r c h
Leaders who have successfully passed through the leadership pipeline and adapted to the new thinking requirements that each level requires, satisfying because they experience autonomy and freedom. They are able to see the link between their efforts and the results they achieve level and, under stress, often revert to their old mental model (Charan
The Leadership Pipeline Model: Managing the Group
assumption and reasoning that running one business successfully (managing the business) will enable one to run multiple business units manager focuses on the success of the business he/she has been appointed to. A group manager, on the other hand, needs to focus on all of the other businesses as well. Therefore different thinking is required. The position is more of a nurturing and hands-off role. Managing the group often requires from an individual to give up work he/she enjoys. Moreover, this position often is a test for the role of a possible group CEO (Charan et al. 2001: 102) .
The group manager needs to be able to shift, balance and integrate thinking preferences in order to be successful. He/she must have knowledge, analytical skills, personal credibility and good relationship Some of the critical thinking skills involve the need to evaluate strategy mainly for capital allocation and deployment purposes, as well as the ability to analyse and interpret data, drive goals and demand performance. He/she must not only have a good understanding of corporate strategy, but must also develop business managers through mentoring, thus ensuring that the people reporting to them are successful. At the same time, the group manager must be able to take hard objective decisions based on analysis, while maintaining good relationships and inspiring direct report managers.
If this level gets clogged because group executives are not prepared to give support and coach, the effect is that business managers usurp the role of functional managers. This affects everyone along the line and pushes every manager down one level in the pipeline (Charan et al. 2001: 100) . r e s e a r c h
The Leadership Pipeline Model: Managing the Enterprise
As the leader of an enterprise, the main focus of this manager will be on setting the direction for the entire enterprise. This requires from him/ her not only to be a long-term visionary thinker, but also to be able to drive performance in tune with the overall strategy (Charan et al. 2001: 117) . The thinking preference that is required evaluating global issues (outward perspective) as well as evaluating local issues within the company (inward perspective), of the enterprise. Enterprise managers should be able to pay attention to global problems that could affect the enterprise, while at the same time evaluate the impact that the enterprise might have on global issues. They should be able to make sound judgements in this regard in a pro-active manner.
The enterprise manager must also have the 'softer thinking skills' ability to engage with stakeholders and to release the energy necessary to inspire the entire employee population through communication. At the same time, he/she must be able to drive the hard core business processes to deliver bottom-line results, leaving no room for errors manage and inspire the process.
When CEOs are appointed, and they have skipped levels within the leadership pipeline, they often diminish the performance of managers -not only that of the direct reports, but of individuals all the way down pipeline becomes clogged at the top, it negatively impacts on all levels of leadership.
Challenges for Libraries in the Digital Age
A great deal has been written about the library in the digital age, largely from a perspective of information technology. Information technology changed the whole working paradigm over the past decades, as Stille means operating immensely complicated and expensive information software formats, audio-visual systems, among many other things."
We live in an information rich and information-driven world where access to information is key. According to Nicholas and Rowlands r e s e a r c h "the digital consumer is now King, and communication and delivery channels that have opened up are the Kings' Horses but you would hardly know this from the responses of many information professionals".
The internet has moved into all corners of our life and online searching has become daily practice. Social networks like Facebook, MySpace, LinkedIn, are choices for millions of people offering information. Google transformed the information landscape. Encyclopaedias are no longer 213).
In cyberspace, every source seems as authoritative as the other; libraries no longer are the dominant players or the suppliers of is already well connected through social media such as Facebook, LinkedIn, MySpace and Twitter is not easy, and Nicholas and about their customers' needs in an entirely different way. This is key in delivering the right service.
We need to think innovatively and our thinking needs to be directed at what is going to be relevant to the user in the information age. It is only through vision and strategy that we will maintain a sense of purpose that "[c]onnected consumers now have access at any time of the day or night, through multiple devices and platforms, to all aspects of their information needs. If the traditional 'gatekeeper' is not there (at best) or gets in the way of this communication (at worst), consumers will abandon them to go their own way".
The rapid changes in the virtual world require of library leaders to abandon the old school of thought pertaining to library use, users and information seeking that they acquired over the years. By proactively staying informed of what the digital users' needs are and what activities take place in the virtual space, library leaders need to shift their thinking. They should embark on futuristic and innovative strategies implementing the change. Taking up the challenges of the digital age while understanding and accommodating digital users is key. Failure to do so will result in a 'meltdown' of libraries, the signs of which (as to see. Library leaders need to be alert and understand the technical changes that have taken place in the virtual information space. Hence they have to be ready to implement new strategies appropriate to being a centre of excellence for the production and dissemination of knowledge, and constituting a place of dialogue and understanding between cultures and people.
" [...] there are not that many ways out of the current situationbetween a rock (Google) and a hard place (the e-shopper). On the other hand, with so few solutions on offer they should be easy to remember and, hopefully, easier to achieve, especially as they require very little in the way of resources. In most cases, they simply require a new mindset."
Empirical Study
® (HBDI ® ) as one of the six recommended models of learning styles, the instrument was selected for this project. The HBDI ® Assessment not
The HBDI ® Assessment is a survey consisting of 120 Herrmann ® database worldwide. It is an assessment each of the four modes. It displays the mental preferences of the individual but does not report on ability or competence. The results are displayed on a fourquadrant grid that emulates the four principal thinking structures in the All 120 candidates selected for the six Carnegie Library Leadership Academies completed the online assessment and all received r e s e a r c h preferences of the individuals as well as the group, and to link the results to the thinking requirements of the leadership pipeline and positions candidates will be holding in the future. The assessment also evaluated possible areas that can be addressed, be it through coaching, mentoring or development programmes.
Knowledge of one's preferred thinking styles can be helpful in understanding the degree of comfort experienced in utilising one's strength on the one hand, and, on the other, understanding the degree of discomfort experienced in areas of avoidance or lesser preferred on both professional and personal life.
Analysis of Results
The data collected from the six groups was combined and will be discussed for the combined group as a whole. We created a group preference for the A-, B-, C-, and D-quadrants, where 1 = strong thinking preference, 2 = lesser preference signifying comfortable usage when the situation requires, and 3 = potential avoidance of the the group is illustrated in Figure 7 . double dominance 2112 preference. The double dominant primary is for the B-and C-quadrant modes of thinking. The B-quadrant typically represents characteristics that include being in control, playing it safe, tasks in a sequence, providing support and keeping administrative C-quadrant, which indicates a preference for people, working in groups or teams, building relationships, engaging with others on a personal level rather than by e-mail, being part of a team, coaching and B-and C-quadrant thinking.
From the preference map it is important to note that the least preferred modes are for the A-and D-quadrant thinking. With regard to the A-quadrant, this implies that the group is less comfortable analysing data, logical processing, applying formulas, solving problems in logical -quadrant, this implies that the group is less comfortable generating alternatives, taking risks, inventing innovative solutions, providing vision, creating experimenting opportunities, selling their ideas, embracing change, looking at the big picture and seeing the end already from the beginning.
In analysing the individual results, only three participants from 120 had a strong preference (100+) for A-quadrant thinking, had a strong preference (100+) for the C-quadrant.
Implications of Results
Linking the thinking preferences of future library leaders in South Africa to the Leadership Pipeline as well as to the leadership traits and competencies outlined in this paper, it becomes evident that we but at the same time we have to let go of the dominant B-quadrant way of thinking and doing things.
The emphasis should be on developing stronger A-and D-quadrant thinking preferences and competencies in the younger generation if we want to ensure that we develop library leaders who are knowledgeable about the latest technologies, comfortable to inspire and drive the organisational vision, and able to see the big picture.
The following is evident from our research: we need to develop Whole Brain ® leadership programmes that focus on developing thinking skills as well as providing opportunities to unlearn activities that brought past success (Riggs 2001:10) . At the core the programme should comprise Drotter's Leadership Pipeline model and Herrmann's Whole Brain ® researchers as important in giving direction to what thinking skills need to be developed, for which level, to make a successful transition to the next level. Through a development programme, future leaders can be sensitised to using thinking requirements that were previously ignored (Charan et al. 2001: 17) . 
Recommendations
In order to make the mental shift required for the digital age and be ready to take up the leadership responsibilities for the future, we recommend the following innovative options to be included in a library leadership development programme:
Understanding thinking preference and areas of personal development comes before developing and changing thinking in the direction that would be appropriate for the leadership position for which an individual is responsible. Information with regard to thinking preferences has proven valuable. It can help individuals with personal as well as leadership growth opportunities.
r e s e a r c h
By expanding their thinking skills, leaders will be empowered and equipped with the necessary thinking tools that will enable them to make smooth transitions to every next level of the leadership pipeline in their organisations and throughout their career.
Understanding the thinking requirements pertaining to the different levels of Drotter's Leadership pipeline is essential to prevent clogging preferences that lead to the clogging, as one would naturally want to revert to one's comfort zone and emphasise one's own preferences. The willingness of the leader to stretch and develop his/her thinking skills in all four quadrants will ultimately determine whether the leadership pipeline can be successfully unblocked.
Certain quadrants in the Whole Brain ® Model are more dominant during certain stages. The higher one moves up in the pipeline, the greater the need for analytical skills (A-quadrant), strategic innovation skills (D-quadrant) and skills to motivate others (C-quadrant), and the smaller the need for controlled (B-quadrant) thinking.
Individuals who strive to utilise the thinking style most appropriate for problem solvers. 
Conclusion
This article aimed to create an awareness of different thinking requirements for different levels of the leadership positions. The Whole Brain ® Model and the Herrmann Brain Dominance Instrument ® (HBDI ® ) can serve as a model and a tool respectively to understand oneself and others better. Through coaching, mentoring and development programmes, individuals can develop thinking skills required for their own thinking style preferences.
As additional research is conducted and shared in the professional library science literature, more librarians and library administrators should begin to employ thinking style research for both personal and alter skills for effective personal growth. The steps are:
Take time to understand yourself and your co-workers in terms of strengths and weaknesses concerning thinking preferences and the organisation's culture.
Identify: Find work situations in which you have been effective and those in which you have been ineffective.
Determine:
Recognise what role your thinking style plays in both the positive and negative outcomes in these situations.
Modify: Work towards achieving positive outcomes at all times by using the thinking style most appropriate for the situation, and try to align these outcomes with the mission of the organisation.
